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DRATFT

L Nov 59

SUBJECT: A Menpower Control Program for the Clandestine Services
Career Service

INTRODUCTION

1. Our statistical studles of Agency manpower have led us to the
conclusion that the Clandestine gervices Career Service will not be able
to maintain its present level of operstional activity unless steps are
taken to provide for the recrultment into it annuglly of a substantial
pumber of cspable young officers and for their advancement at & reasonable
pace. To be able to recruit these young officers, the service must separate
an equal number annually. To be sble to promote them, a means must be found
to effect such separations asmong personnel occupylng medium and higher grades.

Attrition does not at present accomplish thls nor will it in the future.

2. In addition to this basic and long-range problem, the Clandestine
Services are confronted with probiems arising from the present distribution
of male officers by age and grade. Forecasts based on the present recruitment
rates, the effect of ceiling, the distribution of male officers in grade G6-9
and above (not including TS6 personnel), present attrition rates, and on the

effect of the cperation of the Civil Service retirement program show that
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the Clandestine Services will be staffed by a predominantly old group of

employees by 197k. (Tab A)

3. Faced with this prospect, it 1s clear that the Clandestine Services
nmust take steps to achieve an acceptable distribution of personnel by age
groups and must also be equipped with the legal and administrative authority
needed to maintain such a distribution. As a first step, we have drawn up
what would appear to be & reasonable distribution of Clandestine Services
personnel by age groups and also a distribution of positions or spaces by
grades. As will be scen in Tab B, these two distributions are markedly dif-

ferent from those that obtaln at present. The age distribution table provides

for the introduction into the service of approximately it

accounts for natursl attrition, it provides for selection out of persons iil—
adapted to clandestine work up to age 35 and for the annuasl forced separation
of & percentage of those past age 50. The grade distribution is arranged to
pérmit the progressive advancement of officers 1n the service. Its operation
is dependent on the intake and separation rates described above and on
adherence to preestablished promotion rates. Rates of promotion as given in

Tab B are standard ratces. Exceptions will be necessary in order to plaece the

most capable men in positions of leadership at rcasonably early stages in their

careers.

L, Thesc distributions must be restudied and amended from time to time.

The size of the Clandecstine Scrvices and the direction of its operstional
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interests may be expected to change. The grade structure proposed may, after
further study, be regarded as unworksble. However, the prineciples that
underlie these distributions will not change and any effort to provide the
Clandestine Services with a stable work force will have to be asimed in this
general direction. For the sake of the argument in thls paper, it is proposed
thet the distribution goals be accepted tentatively. They will be referred to

a5 "controlled staffing.”

5. Having agreed to "controlled steffing" as a desirable goal, the
question of converting to and then belng in & position to maintain it must be
- coneidered. The answer to this question mist encompass:
a. the legal authorities required to separate personnel
igvoluntarily and to grant separation pay or anmiities to those who

gualify for such consideration;

e b. the procedures to be followed in identifylng personnel Lo
bé separated and those to be granted benefits;
c. g time teble for eccomplishing the conversion;
4. an estimate of the effect of conversion on morale and on

the Agency's efforts to recruit personpel; and,

e. the way in which the manpower control program will be related

to existing persounel procedures.

LEGAL AUTHORITY

CONFIDENTIAL
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PROCEDURES

11. Before describing the procedures to be followed in identlfying per-
sonnel to be separated and those to be granted benefits, & word about the
reletionship that exlsts between these two actions. The selection out pro-
cedures followed by the military ser¥ices and the Foreign Service as well as
those foreseen in the "hump" legislation granted to the Navy tie together into
one action, the identification of the individual to be separated and the
suthorization of benefits. One follows the other avtomatically. CIA cannot
do this because within CIA there 18 no pre-established group to which beunefits
can be automatically grented. CIA does not have a commissioned service. The

Career Staff of CIA is too broad, the Clendestine Services Cureer Service too

CONFPIDENTIAL
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informal to gualify in this sense. It is for this reason that proposals relating o
to early retirement in CIA have, up to the present, included qualifying standardsf>
ZTThe one currently under consideration calls for 20 years of CGovernment service,

10 years overseas, and 50 years of age5;7 It follows, therefore, that in the
process of converting the Clandestine Services to controlled staffing the
identlfication of individuals to be separated and those to be granted benefits

will have to be accomplished in two distinct actions. Rot all of those separ-

ated will qualify for benefits.

12. Since the procedures followed in ldentifying personnel to be separated
will be distinct from those having to do with the granting of benefits, there
is no reason to attempt to distingulsh between persomnel being separated for the
purposé of converting to controlled staffing on the one hand and those who nmay
be separated in consequence of a general reduction in strength or change in
mission or function on the cother. In fact, any attempt to meke such distinctlons
and to provide benefits in one case and not in the other would involve the Agency
in gross inequities. Benefits can be justified in terms of the length., nature,
and circumstances of & man's service and not in terms of the administrative

need of the Agency that caused his separation.

25X1A
13. Thus, it is proposed that the procedures proposed in Reduction

of Surﬁlus Personnel (Tab C), be used in identifying personnel for seperation.

Categories to be reduced by grade, age group, gnd, if need be, by field of

CONFPIDENTIAL
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specialization can be established annuelly. The procedures ectablished in

thie regulation can be applied to any defined category of personnel.

25X1A 1k, |:|provides stendards and procedures to be used in identifying
those individuals to whom benefits may sppropriately be granted from among
the total number being separated as "surplus" to the Agency's needs. We
regard this regulation as a most important step forward in our system of
personnel management in that 1t provides certain basic minimum guarantees to
the man who mskes intelligence and covert operations his profession, and it

does not tie these to the pature of the action that might result in his separ-

“os &tion (except insofar as he may be separated Involuntarily under | | 25X1A

It i1s & logicel and thoroughly werranted extension of our employment contract.

TIMING

15. A close look at the distribution of Clandestine Services men by age
and grade suggests that =& single effort to convert to controlled staffing, i.e.,
one pased on temporary hump legislation, would create an awkward sltuation. It
would appear, for example, that a pumber of men in their thirties should be
separated as soon as possible; for their sake {for if they must g0, the sooner
the better) and for the sake of sound administration, for they occupy the grades
(cs-12 and 13) that most badly need to be reduced in number. On the other hand,

it 1e evident thet beginning three years from now and during the subseguent

CONFIDENTIAL
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period%of five years or so, a very considerable percentage of the men who
occupyithe middle and higher grade in the service will have completed twenty
years éf service and have reeched age fifty. It seems only right to postpone
any la%ge gcale thinning out of this group until its members have reached the
age &tgwhich the granting of an annuity would be appropriate. Then, finally,
althouéh the long-term needs of the service require conversion to "controlled
staffing" the operational needs of the next five to ten years may very well
dictate that the conversion be undertaken graduslly, that useful men (including
those in their thirties, forties, and fifties) be retained after the day they

enter the statistical "surplus" zones.
EFFECT ON MORALE AND ON RECRUITING
t

|
16. The traditional aspproach to a large scale reducticn or staffing change

is to do it as quickly as possible, and then start afresh. Take your public
beating; and expect that the incident will soon bé forgotten. This approach
hes merit and should be followed in golving part of the problem of the clandestine
service%. There should, in other words, be one "reduction of surplus personnel"
and eve%y effort chould be made to include in it all persons who can be spared
a8t thatftime. This would then be followed by a lively selection-out and eerly
retiremént program which would meet the further requirements of the service.

| a. It is our opinion that the initial sizeable separation action

wiil have & profound effect on morale. The Clandestine Services Career

CONFIDENTIAL
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Sérvice is a tightly knit group. Popular officers will of necessity be
included among those to be separated. At the same time there is a

sfrong feeling of frustration widespread smong the best Clandestine
Sérvices officers which has its origin in the Agency's apparent inability
to solve the manpower problem. In balance, it is our estimate that no
permanent harm will be done to the Clandestine Bervices by undertaking

& broad separation action.

b. Aooual selecticn out will never be popular. It is not popular
among theose services thet practice it. It will be an obstacle to recruit-
ment, but one that can be met. Over a pericd of time, we will be sble to
de?elop and expand informaticn programs and services thét will help

employees adjust their thinking to selection out. 25X1C

In fall, 1958, General Counsel discussed this precise point with\ .

- the effect of this progrem on recruiting and from the start made it a practice
to inform prospective employees precisely how the‘prdgram worked and its possible

effect 5n thelr careers. His conclusion was that those who were bothered by such
e progrém were probably the type he did not want and the good men accepted it as

being a necessary part of good personnel management.

MANPOWEé CONTROL PROGRAM AS RELATED TO EXTISTING PERSONNEL PROCEDURES

CONFIDENTIAL 9
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b MANPOWER CONTROL PROGRAM AS RELATED TO EXISTING PERSONNEL PROCFDURES

17. The manpower control program required by the Clendestine Services
chn be fitted into existing and proposed proceduxes. An outline of the steps
to be followed annually will illustrate how it is proposed that this be done:

a. Determination of number of persone to be separated snnmually
by the Clandestine gervices Career Service.
Tt is proposed that this be done at the time that the Career
Service Staffing Authorization is reviewed. The following factors
will be teken into consideration:

(1)

(2) EBxtent to which the Clandestine Services can accept

25X1A

overall reduction in interests of manpower adjustment (elimination

of age and grade humps ) -
(3) Extent to which the Clandestine Services must reduce for

budgetery, etc., reasons. ¢

(4) Elimination of positions and categories of positions in

the interests of efficlency.

b. Forecast of anticipated attrition by grade and category and

determination of net reduction goals for each.

¢. Approval of categories and goels by the Pirector of Central

Tptelligence.

a. Application of Agency reduction in staff procedures for

A CONFIDENTIAL
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purpose of establishing lists of personnel to be separated (Tab D).
Y- Review of all candidates for separation by the Director of
Peysonnel to determine tenefits to be paid (Tab E).

f. Separaticn and payment of benefite in cases Jjustified.

11
CONFIDENTIAL
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1 25X1A

REGULATION

25X1ANO.[ ] PERSONNEL
Date
SFPARATTION OF SURPLUS PERSONNEL
1. GENERAL

In the event it becomes necessary to reduce administratively the pumber of

employees in the Agency, or in any component part of 1t, or amcng eny defined

cetegory of persounel, this Reguleticn will apply to the exclusion of all cther g
i}
regulations pertaining to involuntary separation of persomnel. However, whether
the separation of surplus personnel is contemplated or in process. there is no

suspension of the Agency's responsibility and suthority to remove, demote, or

-
reassign any employee whose conduct or cepacity is such that such action will
promote the efficiency of the service. A program or programs involving separation
of surplus personnel will be promulgamted in accordence with the provisions of
0GC
this Regulation set forth below.
FOIAB5
2. POLICY
- CONFIDENTIAL
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c. The record of past performance, accomplishments,

mission of the Agency of each individu

be thoughtfully welghed along with the assessment of current performa

potentlal.

d. Personnel shall be separated from enployment as & result of manpower

sdjustments only after gll possibilities have peen exheusted for their

reassignment ©

e. The employment of personnel shall not be Jecpardized by reason of the

circumstances or accident of the locetion of thelr assignments at the time

personnel reductions ere mede.

CONFIDEKRTIAL
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HB
HANDBOOK PEIRS()I%' 25X1A
25X1ANO L ] Dute

SEPARATION OF SURPLUS PERSONNEL

1. APPLICABILITY OF PROCEDURES
a. The procedures given herewith shall apply to a Career Service if the
personnel assigned to that Career Service exceed the number of spaces as given

in the Career Service Staffing Authorization (CS8A) on the ninety-first day

after the CSBA 1is appfoved cr revised The Head of 25X1A

the Career Service, in consultation with the Deputy Director concerned aand the
Deputy Director (Support), shall designate the grade levels and, if need be,

the categories of specialization of personnel to be regarded as surplus.

b. These procedures shall also apply when, at the request of the Head of ithe
Career Service and the Deputy Director concerned, the Director of Central
Intelligence authorizes the reduction in number of a defined category of

personnel in the interest of the lcng-range needs of the Service.

c. Civilian employees not assigned to Career Servicec shall be administered
by the responsible operating official and shall be sublect to the application
of these procedures whenever it is determined that such personnel are excess

to Agency reguirements.

TAB D

CONFIDENTIAL
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2.  ESTABLISHMENT OF RETENTION REGISTER

a. Definltion. A retention register i1g & rank order listing of perscnnel
in any category affected by a planned reduction. The ranking determines the
order of precedence for retention by the Career Service, or, 1n the case of

non-Career Service personnel, by the organization concerned.

b. Initial Ranking by Board or Panel. Rankings in order to establisn

registers may be initiated by existent Career Service Boards or Panels or by
Boards specifically established by the Deputy Directcr concerned. These
rankings shall be completed within forty-five days after the decision is taken
to reduce the number of personnel in & given category. The Board or Punel
shall asgign each individual on the register to a specific position, going
from highest to lowest except that the Board or Panel may employ the procedures

outlined below whenever the register comprises twenty-one or more individuals:

Such registers shall be divided into ten sections. The Career Service
shall assign individuals to each section, the first section containing
thoge ranking highest, then downward to the last section which shall
contain the names of those ranking lowest on the register, the sections

to be as nearly equel in silze as possible. Those sections at the lowest
part of the register which comprise ten individusls or twice the number

of individuals to be separated if this number be larger than ten will

be consolidated into one group and a specific rank order of all individuals

in this group from highest tc loweat shall be established.

Lo}
o

CONFIDENTTIAL
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c. Factors to be Considered. The Head of the Career Service, or operating

official, shall ensure that the followlng factors are carefully weighed in
establishing the ranking of personnel: (1) position performance; (2) quali-
fications; and (3) potential for future usefuluess. To this end he shell

provide to the Board or Panel specific, written instructions concerning the

application of these factors.

3. REVIEW OF RETENTION REGISTERS

a. After the retention registers ere complete, & committee of three dis-
interested senlor officials appolinted by the Director of Central Intelligence
shall review the officilal personnel and other pertinent files of those indi-
viduals who have been placed in specific rank order in accordance with the
provisions of paragraph 2, above. The committee shall give careful attenticn
to the complete record of Federal employment and military service, as well as
to the factors ass prescribed by the Career Service Head or operating ofiicial
concerned. The comnmittee, by majority vote, shall revise the rank crder of
this group, if it deems cuch revision warranted, duly noting such changes as
are made.

b. The Head of the Career Service, or operating official, shall then review
the specific rankings ss revised and noted end shall make and record such

changes s he shall deem warranted.

TAB D

p- 3
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c. The Director of Personnel shall then review the Career Service retention
registers as reviced and noted by the committee and Head of the Career

Service or operating official. In accordance with paregraphs 2 ¢, 4, and

e of basic regulation he ghall ensure that every reasonable effort has been
made to protect the interests of individusls being considered for separation
and to retain in Agency employment those who qualify for positions in components
or Career Services other than the one which has nominated them for separatiom.
He shall recommend to the Director of Central Intelligence the separation of
individuals who are deemed to be surplus to the Agency as being advisable in

the interests of the United States.

TAB D

CONFIDENTIAL
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R[] 25X1A
25X1Am ' PERSONNEL

Date

SEPARATION COMPENSATION

l. GENERAL

Anong the personnel who are nominated for Beparation in accordance with the
25X1ApProvisions of Regulation :lare Individuals who, because of the nature

and clircunstances of their service with the Apency are at g disadvantage in

making occupational transfers and nsy therefore be unable to command reasonsble

levels of earned income for an extended period of time following terminetion of
0GC Agency employment. 8eperation compengation, as authorized herein, is granted

W for the purpose of assisting such individuals during the process of their

FOIAB@Jcational recrientation.

3. POLICY
8. The declsion to grant separation compensation in any given case will be
based solely upon a review of the nature and circumstances of the individusai's

employment in the light of the standards set forth herewith. The determination

TAR 2

- CONFIDENTIAL
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of the applicability of thece standards in any given case is the sole preroga- ILLEGIB

tive of the Director of Central Intelligence or his sppointed represerza**vo' 2

however, an individual who 1s denied separation compensation may appesl such
decision by submitiing further evidence concerning the nature and circumstances ILLEGIB

of his employnent.

b. Separation compensation will be granted to those personnel thirty years

of age or more who have completed five or more years of satisfactory Ageacy
civilian service and who, during the predominant period of their service, have
been trained for or assigned to positions which are part of the overseas iatel-
ligence, operations and comuunications structure of the Agency's organization
and who are tc be separated for the purpose of achleving a balanced digtrivution

of age and grade groups within that structure.

c. Separation compensatlion may be granted to other individuals thirty years
of age or more who are separated as excess to Agency needs, it being established
that for a period of five years or wuore preceding separation they were assigned
to duties which required the acquisition and application of skills for which
requirements in other Government or commercial fields of employment are either
rare or nonexlstent and whilch eiffectively prevented them from studying,
practicing, or otherwise developing or retasining proficiency in an established
occupation or profession.

TAD E
p. 2

CONFIDENTIAL
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4.  RESPONSIBILITIES [

In consultation with the Head of the Career Service concerned, the Director

of Personnel will review the rature and circumstances of the agsignaent of

each individual scheduled for involuntary separation in accordance with the

provision of Regulation and, in appropriate cases, will recomnend

to the Director of Centrel Intelligence that eeparation compensation be

granted.

5. COMPUTATION OF SEPARATION COMPENSATION

Separation compensation shall be at the rate of one-twelfth current annual Laqu
salary for each year of continuous Agency service Lmediately preceding the
separation excepting that:

8. Separation compensation shall not exceed one year's salary.

b. The Director of Personnel may recormend to the Director a leaser
amount of separation compensation than that provided asbove when

circumstances so warrant.

c. Separation compensation to persong who, by reason of involuntary
separation, are eligible for an immediate retirement annulty
under the Federal Civil Service Retirement Act shall not exceed
the difference between their terminal annuaf?ggiary and the
amount of annuity payable during the twelve months following
separation.

TAB E
p- 3

CONFIDENTIAL
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6.  PAYMENT
Separation compensation shull be payable at the option of the individual as
a single.awn or a:s two variable installments thereof provided only that final

payment shall be made no later than the month of Jamuary fullowing separation.

TAE E
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